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Municipalities  and  other  local  government  organizations  have  been 
attempting  for  some  time  to  cope  with  increasing  demands  for  services 
on  the  one  hand,  and  pressures  to  maintain  costs  at  existing,  or 
decreased  levels,  on  the  other.  It  is  becoming  more  difficult  for 
many  municipalities  to  meet  these  conflicting  demands. 

In  an  attempt  to  solve  the  problem,  attention  has  been  focused  on 
various  methods  of  improving  the  management  process  in  local  government, 
at  both  the  council  and  staff  levels.  Some  of  these  approaches  include 
internal  restructuring,  program  budgeting,  performance  measurement, 
management  and  organizational  development,  and  improved  management 
information  systems. 

The  central  theme  of  all  these  approaches  is  the  establishment  of  a 
clear  definition  of  the  goals  and  objectives  of  the  organization, 
coupled  with  appropriate  measures  of  performance.  Unless  the  use  of 
goals  and  objectives  is  clearly  understood  the  effectiveness  of  these 
various  approaches  is  not  fully  realized. 

The  Local  Government  Management  Project  has  been  designed  to  study 
the  role  of  goal  and  objective  setting  in  local  government  organizations. 
This  involves  the  implementation  of  a  broadly-conceived  goals  and 
objective  setting  system  in  four  Ontario  municiplities ,  London,  Ottawa, 
St.  Catherines  and  the  Regional  Municipality  of  Niagara,  over  a  four- 
year  period. 

I  believe  their  experience  and  the  results  achieved  so  far  will  be  of 
assistance,  not  only  to  those  in  the  four  participating  municipalities, 
but  also  to  many  municipal  officials  who  are  attempting  to  cope  with 
the  increasing  demands  placed  upon  them. 

The  project  is  sponsored  by  the  Ministry  of  Treasury,  Economics  and 
Intergovernmental  Affairs  and  is  funded  jointly  by  our  ministry  and 
the  four  municipalities.  It  is  being  carried  out  by  a  project  team 
from  the  School  of  Business,  with  the  support  of  the  Institute  of 
Local  Government  at  Queen’s  University. 

This  first  publication  provides  an  overview  of  the  project  which  has 
been  in  the  development  stage  for  two  years.  A  number  of  additional 
publications  are  planned  during  the  coming  years  and  I  recommend 
them  to  you. 


John  White 


Preface 


The  Local  Government  Management  Project  was  offi¬ 
cially  approved  by  the  Ministry  of  Treasury,  Economics 
and  Intergovernmental  Affairs,  the  four  participating 
municipalities  and  Queen’s  University  during  the  early 
summer  of  1974.  During  the  two  years  prior  to  ap¬ 
proval,  the  form  and  content  of  the  Project  had  evolved 
through  a  number  of  evolutionary  stages  and  a  large 
number  of  individuals  contributed  to  its  design. 

The  critical  need  for  a  systematic  approach  to  the  de¬ 
velopment  of  goals  and  objectives  in  local  government 
was  initially  recognized  and  discussed  in  seminars  spon¬ 
sored  by  the  Institute  of  Local  Government,  Queen’s 
University,  during  the  summers  of  1971  and  1972.  Asa 
result  of  municipal  interest  in  the  subject,  the  Ministry 
hosted  a  meeting  of  local  government  officials  in  the  fall 
of  1972  at  which  time  the  Project  Principals  suggested 
the  possibility  of  a  long  term  development  program  to 
meet  local  government  management  needs.  Local  gov¬ 
ernment  representatives  indicated  a  high  degree  of 
interest  in  an  extensive  project  aimed  at  improving 
the  efficiency  and  effectiveness  of  local  government 
operations  through  the  use  of  a  system  of  goals  and 
objectives. 

As  a  result  of  the  strong  municipal  interest,  the  Ministry 
agreed  to  underwrite  the  costs  of  an  exploratory  study 
of  management  and  organizational  development  in 
municipalities  in  North  America  and  elsewhere.  This 
search  resulted  in  the  gathering  of  a  great  deal  of  mater¬ 
ial  from  a  wide  variety  of  municipalities,  associations 
and  institutes,  and  culminated  in  the  development  of  a 
suggested  project  which  was  explained  during  a  three- 
day  seminar  in  the  summer  of  1973.  The  seminar,  which 
was  conducted  as  a  means  of  further  testing  the  feasibil¬ 
ity  of  a  long  range  project,  was  attended  by  representa¬ 
tives  of  sixteen  Ontario  municipalities. 

The  nature  of  the  proposed  project  was  discussed,  criti¬ 
cized  and  refined  by  the  participants  at  the  June  1973 
seminar.  Again,  the  interest  in  the  proposal  was  very 
high. 


Continued  expression  of  municipal  interest  following 
the  seminar  encouraged  the  Ministry  to  invite  the  un¬ 
dersigned  to  submit  the  details  of  a  four  year  project 
aimed  at  the  implementation  and  documentation  of  a 
broadly  conceived  system  of  goals  and  objectives  in  a 
number  of  Ontario  municipalities.  The  ensuing  year 
was  devoted  to  various  stages  of  project  refinement  and 
approval  at  various  levels. 

Although  the  Project  is  still  in  its  infancy,  a  great  deal  of 
thought  and  work  on  the  part  of  a  large  number  of 
individuals  has  contributed  to  the  design  as  it  now 
stands.  Among  the  individuals  who  supported  the  idea 
from  the  outset  are  the  elected  and  appointed  officials  of 
the  four  municipalities  which  are  taking  part  in  the 
Project.  In  addition,  there  were  many  other  elected  and 
appointed  municipal  officials  who  offered  their  sugges¬ 
tions  and  encouragement.  At  the  Ministry  a  number  of 
individuals  worked  very  hard  at  guiding  the  Project 
through  various  stages  of  approval.  At  Queen’s  Univer¬ 
sity,  assistance  was  received  from  several  faculty  mem¬ 
bers  of  the  School  of  Business,  as  well  as  from  the 
Institute  of  Local  Government. 

The  Project  is  innovative  and  adaptive  in  nature.  It  is 
hoped  that  much  will  be  learned  which  can  be  com¬ 
municated  to  those  local  governments  in  Ontario,  and 
elsewhere,  which  are  searching  for  similar  approaches 
to  deal  with  the  issues  involved  in  managing  complex 
local  government  organizations. 

V.  N.  MacDonald 

).  R.  Nininger 

School  of  Business 

Queen’s  University  at  Kingston 
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Project  Highlights 


Project  Goal 

The  goal  of  the  Project  is  to  assist  those  involved  with 
the  delivery  of  local  government  services  to  improve  the 
operation  of  local  government  through  the  use  of  a 
broadly  conceived  system  of  goals  and  objectives. 

Project  Objectives 

The  main  objectives  are  to  develop,  document,  and 
evaluate  by  March  1978,  in  co-operation  with  the 
Ministry  and  the  four  project  municipalities,  a  broadly 
conceived  system  of  goals  and  objectives  which  will 
provide  suggested  guidelines  for  the  development  of 
similar  systems  in  local  government  organizations  in 
Ontario  and  elsewhere. 

Project  Description 

The  Local  Government  Management  Project  is  a  four 
year  project  designed  to  implement  a  broadly  conceived 
goal  and  objective  setting  system  in  four  Ontario 
municipalities,  and  to  document  and  study  the  im¬ 
plementation  experiences. 

Goal  and  Objective  Setting  —  A  Definition 

A  system  of  goals  and  objectives  is  a  system  of  planning 
and  review  wherein  overall  goals  and  objectives  are 
specified  for  the  municipality  for  an  agreed  upon  period 
of  time.  In  turn,  these  are  translated  into  specific  objec¬ 
tives  for  the  various  departments  and  other  agencies,  as 
well  as  individual  managers  within  the  municipality.  At 
various  times  during  the  period  the  attained  objectives 
are  compared  to  the  original  or  revised  objectives  for 
purposes  of  determining  progress  toward  expected 
results. 


Participating  Municipalities 

Four  municipalities  are  participating  in  the  Project. 

They  are: 

□  The  City  of  London.  A  City  with  a  population  of 
240,000  which  uses  a  Council-Board  of  Control- 
Chief  Administrative  Officer  structure. 

□  The  City  of  St.  Catharines.  A  City  with  a  population 
of  120,000  using  a  Council-City  Administrator 
structure. 

□  The  City  of  Ottawa.  A  City  of  300,000  using  a 
Council-Board  of  Control-Commissioner  structure. 

□  The  Regional  Municipality  of  Niagara.  A  regional 
government,  incorporated  in  1970,  encompassing 
12  area  municipalities  with  a  total  population  of 
350,000,  using  a  Regional  Council-Committee 
structure. 

Initiating  Agency 

The  Project  was  initiated  and  is  being  co-ordinated  by 
the  Advisory  Services  Branch,  Ministry  of  Treasury, 
Economics  and  Intergovernmental  Affairs,  Province  of 
Ontario.  The  Ministry  is  primarily  concerned  with 
seeing  that  the  experiences  of  the  four  project 
municipalities  are  documented  and  made  available  to 
other  municipalities.  In  addition,  the  Ministry  has  ap¬ 
pointed  liaison  personnel  for  each  of  the  project 
municipalities. 

Project  Team 

The  implementation  and  evaluation  of  the  goal  and 
objective  setting  system  is  being  carried  out  by  a  team 
from  the  School  of  Business,  Queen’s  University. 

The  Project  Principals,  V.N.  MacDonald  and 
J.R.  Nininger,  have  studied  the  use  of  goal  and 
objective  setting  systems  in  municipalities  in  North 
America,  England  and  Europe  for  the  past  three  years. 

The  Project  Team  consists  of  a  staff  of  four  full-time  and 
three  part-time  individuals  in  addition  to  the  Project 
Principals. 


Project  Highlight  (continued) 


Project  Leader  and  Task  Force 

Each  of  the  four  municipalities  has  appointed  a  Project 
Leader  to  oversee  the  implementation  of  the  goal  and 
objective  setting  process.  As  well,  each  municipality  has 
a  Project  Task  Force  to  assist  the  Project  Leader.  The 
size,  operating  methods  and  membership  of  the  Task 
Force,  and  the  Project  Leaders'  responsibilities  differ  in 
each  municipality. 

Project  Timetable 

The  approximate  timetable  for  the  Project  is  as  follows: 
March  1975 

Completion  of  study  of  information  systems,  initial 
workshops  in  goal  and  objective  setting  at  department 
level,  and  initial  documentation. 

March  1976 

Completion  of  workshops  at  council  (given  council  ag¬ 
reement)  and  sub-department  level.  Refinement  of  de¬ 
partment  level  goals  and  objectives.  Completion  of  sec¬ 
ond  stage  of  documentation. 

March  1977 

Completion  of  objective  setting  at  individual  manager 
level.  Refinement  of  goals  and  objectives  at  council, 
department  and  sub-department  level.  Completion  of 
third  stage  of  documentation. 

March  1978 

Refinement  of  objectives  at  all  levels.  Completion  of 
documentation. 


Documentation  and  Evaluation 

One  of  the  primary  aims  of  the  Project  is  to  fully  docu¬ 
ment  the  experiences  of  the  four  municipalities  as  they 
develop  their  own  systems  of  goal  and  objective  setting. 
Periodic  reports  will  be  issued  reviewing  the  experiences 
and  indicating  lessons  which  have  been  learned. 
Another  primary  aim  of  the  Project  is  to  evaluate  the 
effectiveness  of  the  Project  in  meeting  its  goal  and  objec¬ 
tives. 

Publications 

A  number  of  documents  relating  to  various  aspects  of 
goal  and  objective  setting  have  been  written  by  the 
Project  Team.  These  publications,  which  include  tech¬ 
nical  papers,  case  studies,  and  the  experiences  of  the 
project  municipalities  to  date,  are  available  through  the 
Ontario  Government  Publications  Centre. 

Project  Funding 

The  Project  is  being  funded  by  the  Ministry  of  Treasury, 
Economics  and  Intergovernmental  Affairs  and  the  four 
participating  municipalities. 


Project  Goal  and  Objectives 


Project  Goal 

The  goal  of  the  Local  Government  Management  Project 
is  to  assist  those  involved  in  the  delivery  of  local  gov¬ 
ernment  services  to  improve  the  efficiency  and  effec¬ 
tiveness  of  local  government  operations  through  the  use 
of  a  broadly  conceived  system  of  goals  and  objectives. 

Project  Objectives 

Long-Term  Objectives 

1  To  develop  by  March  1978,  in  co-operation  with  the 
Ministry  and  the  four  project  municipalities,  a 
broadly  conceived  system  of  goals  and  objectives 
which  will  provide  guidelines  for  the  development  of 
similar  systems  in  local  government  organizations  in 
Ontario  and  elsewhere. 

2  To  assist  each  of  the  four  project  municipalities  in  the 
development  and  implementation  of  a  goal  and  ob¬ 
jective  setting  system  during  the  period  July  1974  to 
March  1978. 

3  To  complete  an  evaluation  of  the  effectiveness  of  a 
system  of  goals  and  objectives  in  assisting  both 
elected  and  appointed  officials  to  better  manage 
municipal  organizations  by  March  1978. 

4  To  complete  by  March  1978,  reference  material 
which  can  be  used  by  local  governments  wishing  to 
implement  all  or  various  parts  of  a  system  of  goals 
and  objectives. 

Short  Term  Objectives 

1  To  commence  the  implementation  of  a  system  of 
goals  and  objectives  in  the  four  project 
municipalities  by: 

a  examining  and  documenting  the  existing  informa¬ 
tion  and  decision-making  systems  in  the  four 
municipalities  by  December  1974; 


d  assisting  the  four  municipalities  in  establishing  a 
preliminary  set  of  departmental  level  goals  and 
objectives  by  June  1975; 

e  to  act  as  a  liaison  among  the  four  project 

municipalities  by  using  a  variety  of  communica¬ 
tion  devices,  including  regular  meetings  of  the 
four  Project  Leaders. 

2  To  document  the  implementation  experiences  of  the 
four  project  municipalities  by: 

a  making  available  by  April  1975,  a  document 
describing  the  implementation  experiences  of  the 
project  municipalities  covering  the  period  from 
the  beginning  of  their  involvement  with  the  Pro¬ 
ject  through  to  December  1974; 

b  publishing  yearly  progress  reports  of  the  experi¬ 
ences  of  the  project  municipalities  in  developing 
and  using  a  system  of  goals  and  objectives. 

3  To  commence  the  evaluation  of  the  system  of  goals 
and  objectives  by  obtaining  base  line  information  as 
follows: 

a  completing  by  December  1974,  a  study  of  the 
existing  management  systems  in  use  in  each  of  the 
municipalities  prior  to  the  start  of  the  change 
process.  Changes  in  these  systems  will  be  moni¬ 
tored  over  the  course  of  the  study; 

b  determining  the  state  of  management  practices  in 
each  of  the  municipalities  by  gathering  informa¬ 
tion  pertaining  to  the  practice  and  impressions  of 
local  government  officials  by  December  1974, 
and  observing  changes  in  these  practices  and 
impressions  over  the  course  of  the  Project. 


b  conducting  workshops  in  goal  and  objective  set¬ 
ting  and  the  development  of  performance  indi¬ 
cators  at  the  departmental  level  in  the  four 
municipalities  by  the  end  of  March  1975; 

c  assisting  administrators  in  the  writing  of  goals 
and  objectives  and  the  development  of  perfor¬ 
mance  indicators  in  the  four  municipalities  on  an 
individual  and  group  basis  by  assigning  a  member 
of  the  Project  Team  to  each  of  the  four 
municipalities; 


A  Description  of  the  System 


Basically  the  process  to  be  implemented  focuses  upon 
the  development  of  a  system  of  goals  and  objectives 
which  vertically  and  horizontally  integrates  the  efforts 
and  resources  of  all  levels  and  agencies  of  local  govern¬ 
ment.  Although  goal  and  objective  setting  forms  the 
backbone  of  the  system,  two  important  aspects  of  the 
approach  need  to  be  emphasized  before  a  description  of 
the  process  is  fully  meaningful: 

a  the  system  itself  is  intended  to  be  an  open  system 
which  will  evolve  and  adapt  to  suit  the  particular 
needs  and  circumstances  of  any  specific  municipality 
and,  in  fact,  of  the  various  departments  within  that 
municipality.  This  means  that  a  variety  of  processes, 
structures  and  timings  of  implementation  will  result. 
This  variation  in  application  should  facilitate  en¬ 
riched  documentation  and  evaluation,  and  increase 
the  relevance  of  the  knowledge  obtained  from  this 
Project  to  a  wider  cross-section  of  additional 
municipalities; 

b  the  system  will  not  be  restricted  to  goal  and  objective 
setting  in  the  usual  sense.  Aspects  of  many  other 
approaches  to  the  improvement  of  management 
skills  in  local  government  will  be  incorporated. 
Among  these  will  be  changes  in  the  information  sys¬ 
tem,  improved  measurement  of  efficiency  and  effec¬ 
tiveness,  interpersonal  and  intergroup  behavioural 
training  and  comprehensive  planning  and  reorgani¬ 
zation  on  an  objective  basis  once  firm  objectives  have 
been  determined. 

This  description  will  focus  first  on  some  definitions, 
followed  by  an  outline  of  what  the  system  is,  and  con¬ 
cluding  with  what  the  system  is  not. 

Definitions 

It  is  important  to  understand  the  definitions  of  certain 
terms;  namely,  goals,  objectives,  and  results.  These 
terms  have  been  defined  and  used  in  a  variety  of  ways 
and  it  is  essential  to  remain  consistent  in  the  use  of  these 
terms. 

Goal 

A  goal  is  a  general  statement  which  describes  the  pur¬ 
pose  and  direction  for  the  organization.  Goals  identify 
the  mission  of  the  organization  —  its  reason  for  exis¬ 
tence.  Goals  are  typically  derived  from  an  identification 
of  the  needs  of  the  individuals  and  the  society  which  the 
organization  services. 


Objectives 

Objectives,  which  are  derived  from  goals,  are  specific 
statements  of  what  is  to  be  accomplished  in  measurable 
terms.  They  are  stated  in  terms  of  some  results  which 
can  be  expected  within  a  specified  time  period.  Objec¬ 
tives  provide  the  criteria  for  evaluating  the  success  of 
municipal  programs. 

Results 

The  measured  performance  of  the  actual  level  of 
achievement  of  objectives. 

The  System 

An  operating  system  of  goals  and  objectives  can  be 
regarded  as  consisting  of  at  least  three  interrelated  ver¬ 
tical  decision-making  levels  and  a  number  (depending 
upon  the  structure  of  the  municipality)  of  interrelated 
horizontal  subsystems  (departments  of  the  municipal 
administration  and  other  community  commissions  and 
agencies). 

The  limits  of  the  horizontal  subsystems  are  defined  by 
the  agencies  and  departments  of  local  government. 
Managers  in  each  of  these  subsystems  have  been  im¬ 
plicitly  involved  in  the  setting  of  goals  and  objectives 
prior  to  the  introduction  of  this  process.  The  formal 
process  is  intended  to  make  goal  and  objective  setting 
explicit,  systematic  and  interrelated  so  that  resources 
can  be  maximized  and  directed  to  meet  the  most  urgent 
community  needs. 

The  application  of  the  goal  and  objective  setting  process 
to  the  various  vertical  decision-making  levels  of  local 
government  will  be  described  in  more  detail. 

Strategic  Goals  and  Objectives 

Strategic  planning  refers  to  the  process  of  setting  com¬ 
prehensive  and  inclusive  goals  and  objectives  for  the 
municipality.  Seven  distinct  but  interrelated  tasks  have 
been  identified  by  various  sources  as  forming  part  of  the 
strategic  planning  process.  They  are: 

1  Definition  of  the  limits  of  the  local  government’s 
authority,  responsibility  and  influence; 

2  Determination  of  the  major  problems  facing  the 
community  and  discovery  of  the  desires  and  needs  of 
the  community; 

3  Examination  of  these  problems  and  the  alternative 
approaches  to  solutions  with  full  consideration  of 
the  capabilities  of  administrative  departments  and 
committees; 

4  Elimination  of  problems  which  are  peripheral  in  im¬ 
portance  and  alternative  outcomes  which  are  obvi¬ 
ously  impractical; 

5  Referral  of  alternatives  and  desired  outcomes  to  the 
administrators  for  further  analysis,  regarding  the 
practicability  of  achievement,  relative  costs,  ad¬ 
ministrative  capability  and  potential  methods  of 
achievement; 

6  Setting  of  policy  goals  and  objectives  upon  receipt  of 
feedback  from  administrators; 

7  Communication  of  these  goals  and  objectives  to  the 
administration  and  to  the  community. 


With  or  without  a  strategic  planning  process,  the 
elected  representatives  (mayor  and  council)  will  set 
goals  and  objectives  which  influence  the  quality  of  life 
of  municipal  residents  and  the  direction  of  the  munici¬ 
pality.  The  role  of  strategic  planning  is  to  help  them  to 
do  this  more  effectively.  Strategic  planning  requires  the 
input  to  the  elected  body  of  information  from  several 
sources.  These  include: 

□  information  from  the  environment  —  specifically  the 
needs  of  the  residents  in  the  community  and  their 
desires  for  future  services; 

□  economic  potential  analysis  and  technological  and 
social  trends; 

□  demographic  projections; 

□  the  potential  and  existing  capability  of  the  municipal 
administration  to  supply  the  services  to  fill  these 
needs; 

□  effects  of  provincial  or  federal  legislation  on  deci¬ 
sions  which  might  be  made  by  council; 

□  effects  of  existing  or  pending  local  legislation  on  the 
decisions  which  might  be  made  by  council; 

□  the  present  and  future  ability  of  the  municipal  ad¬ 
ministration  to  meet  the  needed  levels  of  services  at 
acceptable  costs. 

Using  this  information,  the  elected  representative  will 
be  able  to  determine  the  speed  with  which  progress  can 
be  made  toward  particular  goals  and  objectives  and  will 
be  greatly  aided  in  determining  the  priority  of  various 
goals  and  objectives.  Furthermore,  council  will  be  able 
to  determine  the  desirable  level  of  taxation  for  munici¬ 
pal  residents,  considering  at  least  tentatively  the  overall 
costs  and  benefits  of  achieving  desired  goals  and  objec¬ 
tives,  and  will  be  better  able  to  inform  residents  what 
implications  various  levels  of  service  have  for  levels  of 
taxation. 

Some  of  the  benefits  to  be  derived  from  the  use  of  a 
formal  process  of  strategic  goals  and  objectives  by 
elected  representatives  are: 

□  the  municipality  .takes  steps  to  determine  its  future 
on  a  more  rational  basis; 

□  a  sense  of  unity  and  purpose  is  introduced  into  the 
affairs  of  the  local  authority; 

□  the  objectives  of  the  municipality  are  defined  in  rela¬ 
tion  to  its  present  and  foreseeable  needs  and  prob¬ 
lems; 

□  a  climate  is  created  which  enables  the  organization  to 
group  skills  in  different  ways,  according  to  the  dif¬ 
ferent  programs  established  to  deal  with  municipal 
needs  and  problems; 

□  the  activities  of  the  local  authority  are  considered  as 
a  whole  rather  than  on  a  segmented  basis. 

Thus  the  process  at  this  level  ensures  that  the  all  impor¬ 
tant  strategic  goals  and  objectives  are  set  in  the  context 
of —  1)  the  needs  of  the  people;  and  2)  the  resources  and 
ability  of  the  municipality  to  meet  these  needs. 


Administrative  Goals  and  Objectives 

Responsibility  for  carrying  out  the  strategic  goals  and 
objectives  formulated  by  council,  or  other  executive 
bodies,  rests  with  the  professional  administrators.  To 
accomplish  this  purpose,  administrators  in  turn  set 
managerial  and  operational  goals  and  objectives  which 
must  at  the  same  time  be  congruent  within  the  adminis¬ 
trative  units  and  contribute  to  the  strategic  goals  and 
objectives  determined  by  council.  Council  and  adminis¬ 
trative  goals  and  objectives  are  distinguishable  by  the 
fact  that  council  is  concerned  with  the  establishment  of 
programs  and  the  setting  of  broad  policies  and 
priorities;  whereas,  the  administration  is  concerned 
with  the  management  of  those  programs,  the  allocation 
of  human,  material  and  financial  resources,  and  the 
achievement  of  operational  efficiency  and  effectiveness 
in  carrying  out  the  desired  programs  and  policies. 

As  a  result  of  the  greater  specificity  of  administrative 
goals  and  objectives,  administrators  have  a  more  urgent 
requirement  than  elected  representatives  for  detailed 
information  concerning  the  performance  of  their  re¬ 
spective  departments,  branches,  and  divisions,  so  that 
they  can  determine  areas  where  improvement  is  re¬ 
quired  and  select  the  most  favourable  alternatives  for 
achieving  desired  objectives. 

At  least  eight  steps  are  involved  in  the  process  of  setting 
administrative  goals  and  objectives.  They  are: 

1  Analysis  and  definition  of  the  real  aims  and  purposes 
of  the  departments  or  divisions  which  actually  pro¬ 
vide  services  to  the  public  or  to  the  elected  body. 
Why  does  each  department  or  division  exist?  What  is 
it  attempting  to  achieve  in  both  the  long  and  short 
term? 

2  Determination  of  the  way  in  which  the  department 
can  best  accomplish  the  strategic  goals  and  objec¬ 
tives  which  fall  within  the  departmental  area  of  re¬ 
sponsibility,  the  role  and  goals  and  objectives  of 
support  departments  and  divisions  within  the  munic¬ 
ipal  administration,  and  the  way  in  which  depart¬ 
ments  can  best  combine  to  accomplish  programs 
requiring  mutual  input; 

3  Establishment  of  a  framework  of  key  result  areas  for 
each  departmental  activity; 

4  The  setting  of  managerial  goals  and  objectives  for 
each  key  result  area; 

5  A  systematic  search  for  potential  ways  to  improve 
operational  performance  in  the  accomplishment  of 
objectives; 

6  Allocation  of  resources  to  the  agreed  upon  areas 
where  performance  improvement  is  deemed  desira¬ 
ble  or  necessary; 

7  The  setting  up  of  a  system  of  planning  and  review 
necessary  to  monitor  progress  towards  objectives; 

8  Communication  of  the  administrative  goals  and  ob¬ 
jectives  of  the  department  to  all  personnel  within  the 
department  and  to  other  departments  which  may 
require  this  information. 


The  output  from  the  senior  administrative  level  in  the 
process  of  goal  and  objective  setting  includes  specific 
goals  and  objectives  for  the  departments  and  divisions. 
Goals  and  objectives  set  at  this  level  will  provide  a 
system  with  the  potential  to  increase  the  efficiency  and 
effectivenesss  of  the  municipal  administration  and 
should  enable  the  local  authority  to  make  better  use  of 
its  resources. 

In  addition,  goals  and  objectives  set  at  the  senior  ad¬ 
ministrative  level  will  provide  the  scope  for  identifica¬ 
tion  of  goals  and  objectives  at  succeeding  administra¬ 
tive  levels  within  the  municipality.  At  the  senior  ad¬ 
ministrative  levels  objectives  will  be  broader  in  scope. 
At  the  lower  levels  objectives  will  be  narrower  in  scope 
and  will  tend  to  be  more  operationally  oriented.  The 
Municipal  Maintenance  Management  System,  in  use  in 
a  number  of  Ontario  municipalities,  is  an  example  of  a 
performance  indicator  system  at  the  operational  level. 
It  is  essential  that  objectives  at  the  various  administra¬ 
tive  levels  be  integrated  both  horizontally  and  verti¬ 
cally. 

Specific  benefits  of  a  system  of  goals  and  objectives  at 
the  administrative  level  include: 

□  allocation  of  responsibilities  for  the  achievement  of 
council  goals  and  objectives  among  and  within 
municipal  departments; 

□  clarification  of  the  services  actually  desired  by  the 
public  and  clear  objectives  involving  the  provision  of 
those  services; 

□  economy  through  the  removal  of  duplication  of  ac¬ 
tivities  and  the  potential  to  allocate  human,  material, 
and  financial  resources  to  areas  of  most  urgent  re¬ 
quirement  within  the  municipal  adminis¬ 
tration; 

□  clarification  of  the  role  and  goals  and  objectives  of 
support  departments  in  assisting  service  departments 
to  achieve  their  goals  and  objectives  in  the  most 
effective  and  economical  manner; 

□  the  determination  of  indicators  of  achievement  and 
check  points  which  will  serve  as  guides  for  the  ad¬ 
ministration  in  recognizing  areas  where  trouble  is 
being  encountered  and  for  subsequent  planning  pur¬ 
poses; 

□  the  potential  for  integrated  goal  and  objective 
achievement  throughout  the  administration,  provid¬ 
ing  for  unity  and  co-operation  between  adminis¬ 
trators  where  required. 

Administrators  will  also  obtain,  analyze  and  clarify 
information  required  by  council  for  strategic 
decision-making.  This  will  include  information  about 
each  department’s  present  performance  and  future 
capability  as  well  as  environmental  information  and 
details  regarding  the  impact  of  provincial  legislation 
and  existing  by-laws  on  the  potential  scope  of  munici¬ 
pal  decision-making.  Both  administration  and  elected 
bodies  will  have  some  indicators  of  achievement  and 
costs  which  should  enable  them  to  make  better  deci¬ 
sions  than  are  possible  under  the  present  circumstances. 


Goals  and  Objectives  for  Individual  Managers 

The  previous  two  subsystems  have  been  concerned 
primarily  with  planning  and  co-ordination  within  the 
municipal  organization,  whereas  this  third  subsystem 
focuses  upon  the  individual  manager.  Each  manager 
will  set  goals  and  objectives  for  himself,  congruent  with 
those  of  other  managers  who  interact  with  him  and 
contributing  to  strategic  and  administrative  goals  and 
objectives.  It  follows  that,  if  the  individual  manager  sets 
objectives  effectively  and  achieves  those  objectives,  the 
division  or  department  is  likely  to  achieve  its  objectives, 
which  in  turn  contribute  to  the  accomplishment  of 
strategic  goals  and  objectives. 

The  goal  and  objective  setting  process  at  the  individual 
manager  level  can  be  identified  in  the  form  of  six  steps. 
These  are: 

1  Awareness  of  the  strategic  and  administrative  goals 
and  objectives  of  the  municipality; 

2  In  light  of  the  above,  and  with  the  assistance  of 
others,  a  definition  of  the  general  scope  and  purpose 
of  the  position; 

3  The  establishment  of  objectives  for  the  position; 

4  Co-ordination  of  objectives  with  those  of  the  im¬ 
mediate  manager  and  fellow  managers; 

5  The  formulation  of  a  plan  of  action  necessary  to 
convert  the  objectives  into  achievable  results; 

6  Periodic  reviews  to  determine  progress  and  possible 
revision  of  objectives. 

At  this  level  the  information  required  for  decision¬ 
making  is  more  detailed  than  at  the  other  two  levels  of 
the  system.  In  addition  to  information  concerning  the 
responsibility  and  authority  of  the  position,  and  goals 
and  objectives  set  by  council  and  other  administrators, 
the  individual  manager  needs  performance  information 
from  his  own  area  of  responsibility  and  a  good  under¬ 
standing  of  the  potential  of  the  human  resources  under 
his  supervision. 

The  process  of  goal  and  objective  setting  at  the  indi¬ 
vidual  level  highlights  those  activities  which  need  im¬ 
provement,  problem  areas  that  may  not  be  apparent 
and  areas  where  innovation  is  required.  By  focusing 
effort  and  attention  on  those  activities  that  contribute 
most  to  departmental  goals,  effectiveness  of  both  the 
individual  and  the  department  should  be  improved. 

Some  of  the  benefits  to  be  derived  from  the  use  of 
objectives  by  individual  administrators  are: 

□  individuals  within  the  system  are  able  to  concentrate 
on  the  critical  tasks  which  influence  accomplishment 
of  objectives; 

□  an  administrator  understands  more  clearly  what  is 
expected  of  him  in  terms  of  his  job  responsibilities,  as 
well  as  gaining  an  understanding  of  what  is  expected 
of  others; 

□  improvements  are  made  in  the  areas  of  administra¬ 
tive  planning  and  control; 

□  progress  reviews  become  easier  to  conduct  and  are 
more  meaningful  for  both  the  individual  and  his 
superior.  This  in  turn  leads  to  more  meaningful  train¬ 
ing  and  development  strategies; 

□  the  process  at  this  level  ties  the  system  together. 


The  goal  and  objective  system  described  above  indicates 
the  processes  and  informational  input  necessary  at  the 
various  levels  of  decision-making.  Emphasis  must  be 
placed  on  co-operation  and  co-ordination  between 
both  groups  and  levels  of  management  in  the  total 
municipal  organization.  Each  subsystem  and  step  of  the 
process  is  unique  but,  for  overall  effectiveness,  goal  and 
objective  setting  must  be  regarded  as  a  systematic  pro¬ 
cess.  This  is  not  to  say  that  the  administrative  subsystem 
follows  the  elected  subsystem  or  the  individual  manager 
subsystem.  The  process  of  objective  setting  should  be 
going  on  simultaneously,  at  different  levels,  so  that  the 
objectives  of  each  subsystem  can  be  integrated  and  co¬ 
ordinated  during  the  process. 

Monitoring  and  Evaluation 

At  all  levels  of  the  system,  periodic  comprehensive 
evaluation  of  the  progress  towards  the  stated  objectives 
will  be  needed  and,  in  fact,  constitutes  an  integral  part 
of  the  goal  and  objective  setting  process. 

These  periodic  reviews  will  focus  attention  on  progress 
towards  objectives,  including  the  need  to  perhaps  real¬ 
locate  resources  to  meet  objectives  which  are  behind 
schedule,  or  to  change  objectives  which  for  a  variety  of 
reasons  may  need  to  be  changed. 

It  is  essential  to  the  eventual  successful  use  of  the  goal 
and  objective  setting  system  that  the  objectives  be  used 
in  an  on-going  fashion  and  become  an  integral  part  of 
the  management  and  administrative  system  of  the 
municipality. 

A  Note  on  Indicators 

In  the  past  few  years  considerable  attention  has  been 
devoted  to  the  area  of  performance  measurement  of 
local  government  operations.  A  number  of  local  gov¬ 
ernments  in  North  America  and  elsewhere  have  de¬ 
veloped  performance  measurement  systems  designed  to 
measure  the  efficiency  and  effectiveness  of  local  gov¬ 
ernment  operations. 

The  types  of  performance  measurement  in  use  or  under 
development  generally  fall  into  three  main  areas: 

1  Measures  of  activities. 

These  are  process-oriented  measures  which  focus  on 
output  without  any  particular  regard  to  either  cost  or 
worth  of  output.  These  measures  include  such  things 
as:  a)  yards  of  streets  paved;  b)  tons  of  garbage 
collected;  c)  number  of  cases  processed,  etc.  These 
indicators  can  provide  a  useful  starting  point  in  exa¬ 
mining  the  performance  of  municipal  operations. 

2  Measures  of  efficiency. 

These  indicators  are  also  process-oriented  measures 
which  focus  on  how  economically  resources  (input) 
are  converted  into  services  or  results  (output).  Ex¬ 
amples  of  efficiency  measures  are:  a)  cost  per  10,000 
gallons  of  sewage  treated;  b)  manhours  required  per 
ton  of  garbage  removed  and;  c)  cost  of  a  service  such 
as  mosquito  control  per  1,000  residents.  These  indi¬ 
cators  provide  useful  insights  into  the  efficiency  of 
municipal  operations  but  do  not  consider  the  worth 
or  value  of  the  output. 


3  Measures  of  effectiveness. 

These  indicators  are  results-oriented  measures  which 
focus  on  the  quality  of  municipal  services.  Measures 
of  effectiveness  include  those  indicators  that  focus  on 
how  well  an  objective  is  accomplished.  Some  of  these 
indicators  focus  on  effectiveness  without  regard  to 
cost  (percent  of  crimes  solved,  accident  rate  per 
1,000  cars,  response  time  for  calls,  etc.).  Other  indi¬ 
cators  focus  on  evaluations  of  the  quality  of  munici¬ 
pal  services  on  the  part  of  citizens. 

The  area  of  performance  measurement  of  local  gov¬ 
ernment  services  is  very  complex.  The  Project  Team,  in 
communication  with  a  number  of  municipalities  and 
other  research  groups,  has  collected  a  variety  of  indi¬ 
cators  which  have  been  found  to  be  helpful  in  obtaining 
a  grasp  of  this  critical  area  of  determining  the  efficiency 
and  effectiveness  of  the  various  service  areas  of  local 
government  operations.  The  most  meaningful  of  these 
indicators  will  be  incorporated  into  the  objective  setting 
process  in  the  four  project  municipalities  when  and 
where  they  are  found  to  be  useful. 

What  the  System  Is  Not 

The  system  of  goal  and  objective  setting  described 
above  has  a  number  of  similarities  with  two  processes 
which  have  attracted  considerable  attention  in  the  re¬ 
cent  past,  namely,  management  by  objectives  and  plan¬ 
ned  program  budgeting  systems. 

While  the  similarities  are  more  apparent,  the  differ¬ 
ences,  which  are  important,  need  elaboration.  The  dif¬ 
ferences  lie  in  two  areas:  the  conceptual  orientation  of 
the  goal  and  objective  setting  process  designed  for  the 
present  study;  and  the  implementation  strategy. 

The  conceptual  orientation  of  the  Local  Government 
Management  Project  emphasizes  the  planning  and  co¬ 
ordination  dimensions  of  the  process,  rather  than  the 
evaluation  aspects,  and  views  the  goal  and  objective 
setting  process  in  relationship  to  other  decision-making 
processes  in  use  in  the  municipalities.  These  aspects 
have  often  been  absent  from  elements  of  the  two  proces¬ 
ses  mentioned  above. 

The  implementation  strategy  for  the  present  study  takes 
into  account  two  considerations  considered  critical  to 
the  success  of  the  Project.  The  first  relates  to  a  careful 
preliminary  study  of  the  project  municipalities  to  ensure 
the  process  to  be  introduced  integrates  effectively 
with  existing  systems  and  processes  in  use  in  the 
municipality. 

The  second  relates  to  pace  of  implementation.  Care  has 
been  taken  to  ensure  the  process  is  introduced  in  a 
manner  that  will  allow  full  understanding  on  the  part  of 
all  concerned  and  that  will  take  into  account  the  ability 
of  the  organization  to  handle  changes. 

Previous  experience  with  management  by  objectives 
and  planned  program  budgeting  systems  in  a  variety  of 
public  sector  organizations  has  provided  valuable  in¬ 
sights  which  have  been  incorporated  into  the  design  of 
the  Local  Government  Management  Project. 


Implementation 


Factors  associated  with  the  implementation  of  the  goal 
and  objective  setting  process  are  considered  to  be  cru¬ 
cial  to  the  eventual  use  of  the  system  in  the  four  project 
municipalities.  Considerable  thought  and  study  have 
been  devoted  to  considerations  of  implementation.  The 
Project  Team  has  investigated  the  implementation  of 
similar  processes  in  municipal  and  other  public  sector 
organizations  in  an  attempt  to  ensure  that  all  relevant 
factors  have  been  taken  into  account. 

Perhaps  the  most  important  factor  in  implementation  is 
the  perceived  need  to  introduce  the  process  slowly  and 
carefully.  Elected  and  appointed  officials  must  be  aware 
of  each  aspect  of  the  process  and  of  means  by  which 
they  can  evaluate  the  effectiveness  of  the  system.  Since 
they  must  be  able  to  contribute  their  ideas  to  implement¬ 
ation  considerations,  the  system  will  vary  in  each 
municipality.  The  goal  and  objective  setting  process  will 
be  integrated  into  each  of  the  four  project  municipalities 
in  a  manner  which  best  meets  the  needs  of  the  individual 
municipality. 

In  each  municipality  there  is  a  variety  of  organizations 
which  will  be  associated  with  or  have  an  interest  in  the 
Project.  Paramount  among  such  organizations  are  the 
various  municipal  unions  and  civic  interest  groups. 
These  organizations  will  be  kept  informed  of  the  pro¬ 
gress  of  the  Project  and  their  advice  and  observations 
will  be  solicited. 

Probably  the  next  most  important  factor  is  the  need  for 
adequate  indicators  of  objective  achievement  before 
objective  setting  can  become  truly  effective.  These  in¬ 
clude  the  ability  to  measure  achievement  as  well  as  the 
ability  to  interpret  that  measurement  and  transmit  the 
information  to  the  required  decision-making  level.  The 
attendant  information  system  should  be  as  simple  as 
possible,  and  non-relevant  information  and/or  un¬ 
necessary  decision-making  mechanisms  (e.g.  excess 
committees)  should  be  curtailed. 

While  the  goals  and  objectives,  once  thoroughly  de¬ 
veloped,  should  be  used  for  budgeting  purposes,  there 
are  a  number  of  dangers  involved  in  tying  them  directly 
to  the  budget  at  the  outset.  Financial  costs  and  benefits 
of  objective  achievement  are  complex  issues,  and  finan¬ 
cial  pressures  too  early  in  the  process  may  encourage 


managers  to  regard  the  justification  of  their  budgets  as 
the  most  important  rationale  for  objective  setting.  This 
naturally  could  defeat  the  purpose  of  a  process  more 
attuned  to  the  planning  and  integrating  requirements  of 
effective  administration. 

A  major  constraint  on  the  implementation  of  the  system 
involves  the  perceived  need  to  introduce  the  system  at 
the  top  administrative  level  first.  When  administrators 
are  better  able  to  supply  council  with  the  information 
required  for  strategic  planning  in  the  true  sense,  then  a 
formal  system  can  be  introduced  at  the  elected  level 
with  council’s  consensus.  At  the  same  time,  lower  level 
administrators  can  be  developing  the  ability  to  set  goals 
and  objectives  which  contribute  to  overall  administra¬ 
tive  objectives. 

Since  a  goal  and  objective  setting  process  of  the  type 
envisioned  forms  the  basis  for  a  new  and  inclusive  sys¬ 
tem  of  management,  the  perfection  of  the  system  will 
necessarily  take  a  long  period  of  time.  Managers  require 
considerable  experience  in  objective  setting,  which  is 
essentially  a  planning,  forecasting,  and  integrating  pro¬ 
cess,  before  they  reach  a  high  degree  of  expertise.  The 
development  of  indicators  of  effectiveness  in  the 
achievement  of  objectives  is  perhaps  the  most  difficult 
aspect  of  the  process  because  it  requires  the  develop¬ 
ment  of  a  special  type  of  information  system  where  the 
minimum  required  information  is  collected,  analyzed 
and  directed  to  the  appropriate  decision-makers. 

Given  the  desire  to  meet  the  needs  of  each  municipality 
in  the  development  of  the  goal  and  objective  setting 
process,  it  is  difficult  to  provide  a  specific  timetable  for 
the  entire  Project.  The  following  approximate  time 
frame  is  meant  to  indicate  general  intentions  for  the 
Project  but  they  may  need  to  be  revised  as  the  Project 
evolves. 


Implementation  (continued) 


Project  Time  Frame 

August  1974 

Municipal  approval  and  appointment  of  Project  Lead¬ 
ers. 

December  1974 

Complete  orientation  seminars  and  study  of  informa¬ 
tion  systems  and  decision-making  processes  in  each 
municipality. 

March  1975 

Complete  workshops  in  objective  setting  at  department 
head  level.  Complete  initial  phase  of  documentation. 

June  1975 

Development  of  preliminary  set  of  goals  and  objectives 
at  the  department  level. 

December  1975 

Refinement  of  goals  and  objectives  at  the  department 
level. 

March  1976 

Complete  workshops  in  objective  setting  at  council 
(with  council  concurrence)  and  sub-department  level. 
Complete  second  phase  of  documentation. 

June  1976 

Development  of  preliminary  set  of  goals  and  objectives 
at  council  level. 

December  1976 

Refinement  of  council,  department  and  sub-department 
goals  and  objectives. 

March  1977 

Complete  workshops  in  objective  setting  on  the 
individual  manager  level.  Complete  third  phase  of 
documentation. 

June  1977 

Development  of  preliminary  set  of  objectives  at 
individual  manager  level. 

March  1978 

Refinement  of  goals  and  objectives  at  council,  depart¬ 
ment,  sub-department  and  individual  manager  level. 
Complete  final  plan  of  documentation. 


Beyond  1978 

Refinement  of  goal  and  objective  setting  and  of 
indicators  of  achievement  should  become  an  ongoing 
part  of  the  local  government  management  process.  In¬ 
creasingly  indicators  will  be  developed  which  will  re¬ 
flect  the  reaction  of  users  of  services  to  service  levels  and 
the  quality  of  life  within  the  municipality.  Public  input 
in  these  areas  should  increase  public  understanding  of 
the  impact  of  both  political  and  administrative  deci¬ 
sions  upon  both  the  costs  and  benefits  of  municipal 
services. 

Thus,  while  the  Project  ends  in  1 978,  the  process  of  goal 
and  objective  setting  at  the  council,  administrative,  and 
individual  manager  levels  will  continue  as  an  ongoing 
part  of  the  local  government  management  process. 


Documentation  and  Evaluation 


The  Local  Government  Management  Project  involves 
the  development  and  implementation  of  a  new  and 
comprehensive  system  of  management  in  local  govern¬ 
ment.  A  very  important  aspect  of  the  introduction  of 
such  a  system  is  the  determination  of  its  actual  impact 
on  the  effectiveness  of  the  municipal  management.  This 
will  be  the  primary  documentation  and  evaluation  goal 
of  the  Project. 

A  major  feature  of  the  Project  is  the  uniqueness  of  each 
project  municipality.  One  example,  among  many,  is  the 
differing  political  and  administrative  structures  of  the 
four  municipalities.  As  a  result  of  this  uniqueness,  the 
actual  processes  which  are  introduced  will  vary,  both 
with  respect  to  form  and  method  of  introduction.  It  is 
essential  to  the  success  of  the  Project  that  the  introduc¬ 
tion  and  use  of  the  goal  and  objective  setting  process  in 
each  of  the  municipalities  is  clearly  described  and  the 
impact  on  effectiveness  traced. 

Forming  an  Information  Base 

The  initial  step  in  the  documentation  and  evaluation 
process  is  the  examination  and  description  of  the  politi¬ 
cal  and  administrative  processes  in  each  of  the  four 
municipalities.  The  main  purpose  of  this  analysis  is  to 
obtain  a  clear  indication  of  the  methods  of  decision¬ 
making  in  current  use,  the  type  of  information  gathered, 
the  degree  of  analysis  of  that  information,  and  the  use  of 
that  information  in  decision-making.  This  will  require  a 
thorough  understanding  of  each  organization  in  terms 
of  interactions  within  and  between  the  administrative, 
elected,  and  other  decision-making  components  of  the 
municipality. 

This  information,  which  should  provide  a  sensitive 
understanding  of  the  operation  of  each  municipality 
prior  to  the  introduction  of  the  change  process,  will 
provide  the  necessary  base-line  information  for  use  in 
assessing  the  impact  of  the  change. 

A  number  of  techniques  will  be  used  to  gather  the 
information  necessary  for  the  establishment  of  an  in¬ 
formation  base: 


□  individuals  and  groups  involved  with  the  delivery  of 
services  in  each  of  the  municipalities  will  be  inter¬ 
viewed  in  an  attempt  to  determine  what  information 
they  are  now  collecting,  and  how  that  information  is 
used  in  decision-making  processes; 

□  a  basic  organizational  questionnaire  will  be  com¬ 
pleted  by  the  Project  Leaders  in  each  municipality. 
This  factually  oriented  information  will  provide  a 
sound  understanding  of  the  structure  and  operation 
of  each  municipality; 

□  a  questionnaire  will  be  completed  by  individual 
managers  who  will  be  involved  in  the  goal  and  objec¬ 
tive  setting  process  over  the  next  four  years. 

Documentation 

All  phases  of  the  Project,  including  pre-implementation 
phases  in  each  of  the  municipalities,  will  be  thoroughly 
documented.  This  documentation  includes  both  a 
description  and  analysis  of  what  has  happened  and  will 
provide  guidelines  for  other  municipalities  in  the  im¬ 
plementation  of  goal  and  objective  systems. 

The  experiences  of  the  four  project  municipalities  will 
be  recounted  in  periodic  papers  over  the  course  of  the 
Project.  The  first  such  publication  will  be  available  in 
April  1975. 

Evaluation 

Working  from  the  information  base  previously 
described,  periodic  measurements  will  be  made  of 
managers’  modes  of  operation,  attitudes,  and  uses  of 
information.  This  will  provide  a  picture  of  what  has 
changed  and  what  the  effect  of  those  changes  has  been 
in  terms  of  managerial  and  organizational  effectiveness. 
In  addition  to  these  rather  subjective  measures  of  Pro¬ 
ject  effectiveness,  service  levels  of  operational  depart¬ 
ments  and  of  support  departments  will  be  monitored 
over  the  course  of  the  Project.  Finally,  specific  processes 
of  a  number  of  local  governments  not  involved  in  the 
Project  will  be  compared  to  similar  processes  in  the 
project  municipalities. 

Apart  from  the  documentation  and  evaluation  com¬ 
ponent  of  the  Project,  many  possibilities  for  more  defi¬ 
nite  and  specific  conclusions  regarding  organizational 
and  managerial  effectiveness  emerge  from  a  study  of 
this  magnitude.  Careful  research  will  not  only  indicate 
the  effectiveness  of  the  Project  but  also  should  be  help¬ 
ful  in  drawing  more  general  conclusions  about  organi¬ 
zational  change  in  local  government  organizations. 


Further  Information 


The  Project  Leaders  in  the  four  municipalities,  represen¬ 
tatives  of  the  Advisory  Services  Branch  of  the  Ministry 
ofTreasury,  Economics  and  Intergovernmental  Affairs, 
and  the  Project  Team  at  Queen’s  have  the  primary 
responsibility  for  ensuring  that  the  process  of  goal  and 
objective  setting  is  implemented  as  effectively  as 
possible. 

In  addition  to  ongoing  communication  among  indi¬ 
viduals  in  these  three  groups,  periodic  workshops  are 
held  to  review  progress  to  date,  discuss  mutual  areas  of 
interest,  and  plan  future  activities. 

The  primary  tasks  of  each  of  these  three  groups,  along 
with  the  names  of  persons  to  contact  concerning  further 
information  about  the  Project  are  given  below.  Indi¬ 
viduals  with  interest  in  or  questions  about  the  Project 
are  encouraged  to  obtain  further  information. 


Project  Leaders 

The  Project  Leaders  in  each  municipality  will  play  an 
important  role  in  both  the  implementation,  and  the 
documentation  and  evaluation  aspects  of  the  Project. 
Their  overall  responsibility  is  to  oversee  and  co¬ 
ordinate  the  implementation  of  the  goal  and  objective 
setting  process  in  their  respective  municipalities.  They 
will  essentially  become  local  experts  in  objective  setting. 

These  responsibilities  require  that  the  Project  Leaders 
be  very  familiar  with  the  process  of  goal  and  objective 
setting,  both  in  theory  and  practice.  This  includes 
an  understanding  of  the  experiences  of  other 
municipalities  with  similar  projects.  The  Project  Lead¬ 
ers  have  already  attended  a  one  week  orientation  semi¬ 
nar  at  Queen’s  University.  In  addition,  they  have  been 
provided  with  a  program  of  guided  reading  by  the  Pro¬ 
ject  Team  at  Queen’s. 

Each  of  the  four  municipalities  has  formed  an  Advisory 
Task  Force  to  assist  the  Project  Leader  with  the  im¬ 
plementation  of  the  Project.  The  composition  of  these 
task  forces  varies  by  municipality. 

Further  information  about  the  operation  of  the  Project 
in  the  four  municipalities  can  be  obtained  from  the 
respective  Project  Leaders.  They  are: 


Further  Information  (continued) 


London 

Mr.  S.  Somerville 

The  Corporation  of  the  City  of  London 
P.O.  Box  5035 
London,  Ont.  N6A  4L9 
1-519-679-5430 

Ottawa 
Mr.  A.  Miller 

Department  of  Physical  Environment 
The  Corporation  of  the  City  of  Ottawa 
111  Sussex  Drive 
Ottawa,  Ont.  KIN  5A1 
1-613-563-3265 

Regional  Niagara 
Mr.  R.  Rippey 

The  Regional  Municipality  of  Niagara 
150  Berryman  Avenue 
St.  Catharines,  Ont.  L2R  6V9 
1-416-685-1571 

St.  Catharines 
Mr.  G.  Braun 

The  Corporation  of  the  City  of  St.  Catharines 
Church  and  James  Streets 
P.O.  Box  3012 

St.  Catharines,  Ont.  L2R  7C2 
1-416-684-6371 

The  Ministry 

The  Advisory  Services  Branch  of  the  Ministry  of  Treas¬ 
ury,  Economics  and  Intergovernmental  Affairs  is  the 
primary  funding  agency  for  the  Project.  The  Ministry’s 
primary  responsibility  is  to  oversee  the  overall  co¬ 
ordination  of  the  Project.  In  addition,  the  Ministry  has 
appointed  liaison  personnel  for  each  of  the  project 
municipalities. 

Further  information  about  the  Project  from  the 
Ministry  can  be  obtained  from: 

Mr.  F.  A.  Reid 

Manager,  Management  Practices 
Advisory  Services  Branch 
Ministry  of  Treasury,  Economics  and 
Intergovernmental  Affairs 
56  Wellesley  St.  West 
Toronto,  Ontario  M7A  1Y7 
1-416-965-7028 


Project  Team 

The  Project  Team  at  the  School  of  Business,  Queen’s 
University,  is  primarily  responsible  for  the  implementa¬ 
tion,  documentation  and  evaluation  of  the  goal  and 
objective  setting  process  in  each  of  the  four  project 
municipalities. 

Members  of  the  Project  Team,  working  with  the  Project 
Leaders,  will  plan  and  assist  in  the  implementation  of 
the  process  in  each  municipality.  The  Project  Team  will 
document  the  experiences  of  the  project  municipalities 
in  a  manner  that  will  allow  other  municipalities  to  gain 
insight  into  all  aspects  of  the  implementation  and  use  of 
a  system  of  goal  and  objective  setting.  Finally,  the  Pro¬ 
ject  Team  will  carry  out  all  phases  of  the  evaluation 
component  of  the  study. 

An  extensive  library  of  material  has  been  assembled  by 
the  Project  Team.  This  material  includes  books,  articles, 
reports,  studies  and  examples  of  the  application  of  a 
wide  variety  of  management  and  administrative  proces¬ 
ses  to  local  government.  The  Project  Team  will  keep 
abreast  of  projects  similar  to  the  Local  Government 
Management  Project. 

Further  information  about  the  library  or  other  matters 
relating  to  the  Project  Team’s  role  in  the  Project  can  be 
obtained  from : 

V.  N.  Macdonald  or 
J.  R.  Nininger 
School  of  Business 
Queen’s  University 
Kingston,  Ont.  K7L  3N6 
1-613-547-2776 


Project  Publications 


The  investigations  required  for  the  design  of  this  Project 
have  led  to  a  number  of  publications.  As  the  Project 
proceeds  and  develops  over  the  next  four  years,  addi¬ 
tional  publications  will  be  forthcoming  —  originating 
from  the  Project  Team  at  the  School  of  Business, 
Queen's  University  at  Kingston.  These  publications  are 
available  for  purchase  through  the  Ontario  Govern¬ 
ment  Publication  Centre,  Ministry'  of  Government  Ser¬ 
vices,  3B-7  MacDonald  Block,  Queen’s  Park,  Toronto, 
Ontario,  M7A  1N8. 

Unless  otherwise  indicated  the  publications  listed  below 
are  in  the  process  of  being  printed  and  will  be  available 
by  February  1975.  The  attached  order  form  can  be  used 
for  ordering  purposes.  The  publications  will  be  sent  as 
soon  as  they  become  available. 

Apart  from  this  Project  Overview  Statement,  the  vari¬ 
ous  publications  have  been  grouped  into  four  series. 

Project  Overview  Statement 

This  paper  describes  the  Project  in  overview  fashion.  It 
contains  a  statement  of  the  goal  and  objectives  of  the 
Project,  a  description  of  the  goal  and  objective  setting 
process,  and  the  documentation  and  evaluation  proces¬ 
ses  to  be  used  in  the  study.  Price  $1.00. 

Series  A  Publications:  Project  Documentation 
and  Evaluation 

The  purpose  of  this  series  of  papers  is  to  describe  the 
experiences  of  the  four  project  municipalities  in  the 
implementation  of  the  system  of  goals  and  objectives. 
This  series  will  also  include  papers  outlining  the  design 
of  the  evaluation  process,  as  well  as  periodic  reports  on 
the  evaluation  of  the  Project. 

1  The  Initial  Stages  of  the  Project,  1972-1974.  This 
paper  traces  the  Project  from  its  inception  in  1972 
through  various  approval  stages  ending  with  the  ap¬ 
proval  of  the  Project  by  each  of  the  four  participating 
municipalities.  April  1975.  Price  $2.00. 

2  The  Project  Team  has  written  a  number  of  working 
papers  on  the  design  of  the  evaluation  process  being 
used  to  determine  the  effectiveness  of  the  Project  in 
achieving  its  stated  objectives.  These  working  papers 
can  be  obtained  direcdy  from  the  Project  Principals 
at  Queen’s  University. 


Series  B  Publications:  Technical  Papers 

The  purpose  of  this  series  of  papers  is  to  present  reason¬ 
ably  concise  descriptions  of  broad  areas  of  municipal 
management  and  administration  as  they  relate  to  vari¬ 
ous  aspects  of  the  Project.  These  papers,  which  describe 
the  state  of  practice  and  experimentation  of  the  various 
areas,  have  been  written  for  elected  and  appointed  local 
government  officials. 

1  B  road  Community  Goal  Setting.  A  review  of  the  area 
of  broad  community  goal  setting  including  exam¬ 
ples.  Annotated  bibliography.  Price  $2.00. 

2  Performance  Measurement.  An  examination  of  the 
topic  of  performance  measurement  including  exam¬ 
ples  of  indicators  in  use  in  a  number  of 
municipalities.  Annotated  bibliography.  Price  $2.00. 

3  Organizational  Development  in  an  Ontario  Munici¬ 
pality'.  A  review  of  the  experiences  of  one  municipal¬ 
ity  with  a  behaviourally  oriented  change  program. 
The  paper  also  reviews  the  general  field  of  organiza¬ 
tional  development  in  municipalities.  Annotated  bib¬ 
liography.  Price  $2.00. 

4  Goal  and  Objective  Setting  in  Municipalities.  A  de¬ 
scription  of  the  topic  of  goal  and  objective  setting  in 
municipalities,  including  examples.  Annotated  bib¬ 
liography.  April  1975.  Price  $2.00. 


Project  Publications  (continued) 


Series  C  Publications:  Case  Studies 

The  purpose  of  this  series  is  to  describe  various  munici¬ 
pal  experiences  with  programs  related  to  the  goal  and 
objective  setting  process.  The  case  studies  are  suitable 
for  instructional  purposes  to  focus  discussion  on  the 
broad  areas  which  the  cases  represent. 

1  Dallas  “A”.  The  Dallas,  Texas  experience  with 
broad  goal  setting  involving  extensive  public  partici¬ 
pation.  The  “A”  case  reviews  the  program  from  its 
inception  in  1965  to  1972.  Price  $2.00. 

2  Dallas  “B”.  The  Dallas,  Texas  experience  with 
broad  goal  setting  involving  extensive  public  partici¬ 
pation.  The  “B”  case  examines  the  program  from 
1972  to  1974.  Price  $2.00. 

3  The  New  York  City  Productivity  Program.  This  case 
study  relates  the  experience  of  a  large  municipality 
with  the  introduction  of  a  performance  measure¬ 
ment  system.  April  1975.  Price  $2.00. 

4  Thunder  Bay  “A”.  This  case  traces  the  introduction 
of  an  organizational  development  program  in  an 
Ontario  municipality.  The  “A”  case  describes  the 
program  from  its  inception  in  1972  through  1973. 
Price  $2.00. 

5  Thunder  Bay  “B”.  This  case  describes  the  organiza¬ 
tional  development  program  from  1973  to  1974. 
The  case  reviews  an  evaluation  session  conducted 
two  years  into  the  training  to  assess  the  work  of  the 
program.  April  1975.  Price  $2.00. 


Series  D  Publications:  Periodic  Papers 

The  purpose  of  these  papers  is  to  describe  various  as¬ 
pects  of  the  Project  which  are  felt  to  be  of  interest  to 
municipalities  contemplating  the  introduction  of  a  sys¬ 
tem  of  goals  and  objectives. 

1  A  Guided  Reading  Program  for  Project  Leaders  and 
Others.  This  paper  was  prepared  for  the  Project 
Leaders,  and  other  interested  individuals,  to  aid 
them  in  becoming  familiar  with  the  complex  area  of 
municipal  goal  and  objective  setting.  This  paper  con¬ 
tains  annotated  bibliographies  of  relevant  books, 
reports,  and  articles,  and  indicates  suggested  reading 
priorities.  April  1975.  Price  $2.00. 
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